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FOREWORD

1. Purpose

This publication, NAVMC 2645, THE MANAGEMENT SURVEY, is
a gulde for conducting management analyses at all echelons
of command and staff. Consequently, a wide variety of
methods and techniques are provided in a flexible organiza-
tion so that individual users can adjust these general pro-
cedures to fit their own needs. Specifically, the purposes
of this publication are:

a. To acquaint commanders and supervisors with the need
for, and benefits of, a management survey.

b. To serve as a guide to the management engineer or
analyst in conducting a management survey.

2. Requisitioning Instructions

See MCO P5600.31A, Publications and Printing Regulations.
3. Certification

Reviewed and approved this date.

Lieutenant General, U.S. Marine Corps
Deputy Chief of Staff (Manpower)
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Chapter 1
AN OVERVIEW OF THE MANAGEMENT SURVEY

1001. Introduction

a. To the commander or supervisor, the Management Survey
is a service designed to determine potential managerial prob-
lems and to highlight opportunities to eliminate waste or
unnecessary use of resources.

b. To the management engineer or analyst, it is a tool
used to evaluate how well an organization is performing its
functions in the accomplishment of its mission and how effi-
ciently the available resources of manpower, money, material,
and facilities are being used to that end.

c. Based upon a well-executed management survey, managers
can institute or modify policles or procedures to enhance the
economical effectiveness of their organizations.

1002. Areas Reviewed by a Management Survey. The management
survey reviews all operations of the organization and makes
appropriate recommendations. It examines, with a view toward
improvement, such areas as:

a. Mission. Is it in agreement with that of the next
senior echelon? 1Is it belng accomplished? 'Is it in writing
and clearly understood by all members of the organization?

b. Fynctions. Are they necessary for mission accomplish-
ment? Are they actually being performed, as defined in
writing, and specifically assigned?

c. Organization. Is it logical and clear? Is it under-
stood by the employees? Is the span of control reasonable?

d. Methods and Procedures. Can they be improved,
simplified, combined, or eliminated? Would mechanization
effect an improvement? Are standing operating procedures used
whenever practicable? Has a procedures manual been prepared
and kept current?

e. Personnel Requirement. Is there a realistic relation-
ship between work volume, job difficulty and manpower?
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f. Personnel Utilization. When a task is assigned, is
commensurate authority needed to perform the task also
delegated?

g. Quality and Quantity of Work. What type of review
is conducted to insure acceptable quality? Are there too
many reviews? Have realistic quality and quantity standards
been determined and are they being met?

h. Reports. Are unnecessary or duplicate reports required
or prepared by the organization? Are reporting instructions
for required reports clear and concise and do they call for
only necessary information? Do they provide all the necessary
information to do the job?

i. PForms. Are forms being used to the maximum extent
possible to reduce typing volume and preparation time and to
insure standard format? Is there unnecessary duplication
among forms? Are forms designed to facilitate completion?

J. Records. Are inactive records, which are no longer
required by the organization, disposed of properly and in
accordance with current instructions? Are file cabinets
being used for files and not for storage? Are records
maintained in an orderly arrangement to provide rapid filing
and retrieval?

k. Office Equipment. Is equipment on hand being utilized
efficiently? 1Is it the proper machine for the job? Can a
savings be effected by substituting a machine for manual
effort? Are surplus office machines and supplies returned to
the supply officer for reissue to other activities?

1. Working Conditions. Is the office layout designed
to provide personnel with maximum available space? Are per-
sonnel who have frequent contacts situated near each other?
Does the layout permit a straight line flow of work? Does
it take full advantage of natural light? Are alsles of the
proper width?

m. Correspondence Practices. Are preprinted form letters
used whenever practicable? Are correspondence shortcuts in
use by typists? Are pattern paragraphs and letters used to
the maximum extent when letters must be manually prepared?
Would automatic typewriters be economical?

The foregoing listing may be expanded during the course
of the survey depending upon conditions uncovered. In some
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surveys, 1t will not be necessary to review all of the areas
listed. Also, at times, speclalized surveys are conducted
placing emphasis in one area, e.g., personnel utilization,
methods and procedures, or office equipment. Chapter U
outlines some of the factors to be examined in various
specialized surveys.

1003. Who Conducts A Management Survey? The Marine Corps has
many sources of expert managerlal assistance to conduct surveys.
Management offices staffed with management analysts and/or indus-
trial engineers exist at most major commands. Since a complete
survey 1lnvolves a thorough review and analysis of every aspect
of an organization, 1t requires a team of qualified specialists
who must spend considerable time exploring the mission and
functions, the organizational structure, the efficiency of
methods 1in use, utilization of the work force, productivity,
cost of operation, and many related aspects. There are several
advantages to such professional surveys:

a. The management analysts are selected for their ability
to perform such studies on the basis of their training and
experience.

b. The management analysts can devote full time to the
survey without distraction and without neglecting other work.

c. The management analysts are an impartial group. They
have no axe to grind; their only obligation is to perform a
complete and objective study, arrive at sound conclusions,
and make workable recommendations that will benefit the
organization and the Marine Corps.

d. The management analysts, being an outside group, are
not concerned with day-to-day operations, and are in a posi-
tion to take a fresh look at the organization's systems,
policies, and practices.

No matter how much knowledge management analysts bring
with them, management surveys must be cooperative ventures.
Operating personnel must contribute their knowledge and experi-
ence. The more technical the work of the organization, and/or
the more involved the operating problem, the more dependent will
the management analyst be on operating officials to obtain
facts and interpretations on which to base recommendations.
It 1s essential that there be full understanding, mutual
respect, confidence and cooperation between the management
analyst and the operating personnel.
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The commander of the organization being surveyed, upon
the request of the management analyst, should assign a compe-
tent member of his staff to work with the analysts. The staff
member will furnish technical and background knowledge to
assist in solving problems, and his participation in the study
will provide him with training in the application of manage-
ment survey principles. Inclusion of an operating official on
the survey team may increase the confidence of other operating
personnel and facilitate acceptance of recommendations. Addi-
tionally, the commander must make it clear to all his subordi-
nates that he favors the survey. There is no substitute for
command interest. If favorable results are to be obtained,
and savings are duly affected, he must give public assurance
to the management analysts that they have his full support and
he must direct his subordinates to extend complete cooperation.
The commander should make himself available to discuss problems
and propose solutions during the course of the survey. When
necessary, he must reassure his subordinates if they become
apprehensive as a result of the survey. He must resolve
differences of opinion upon survey recommendations. Finally,
it is imperative that he take positive action to see that
accepted recommendations are installed as soon as practicable
and are given a fair chance to work.

1004, Where Should A Management Survey Be Conducted? A man-
agement survey may be conducted in any organization or in any
element of an organization in the Marine Corps. A management
survey may be performed for any one of several reasons. Some
of these are:

a. Internal management problems -- within a command such
problems as an increased backlog, fallure to meet deadlines,
and decrease in personnel performance may dictate the need
for a management survey.

b. Imposition of external controls -- controls imposed
by higher authority, such as lower personnel ceilings or
fund limitations, may require a survey to find ways of coping
with the new conditions.

c. Establishment of a new organizational component --
when a new activity is being organized, the management analysts
can frequently contribute valuable assistance in establishing
an organization structure and in formulating effective,
economical procedures.

d. Determination of the need for a survey by the organi-
zation commander -- the commanding officer of the activity,
the officer in charge, or the supervisor of a subordinate
unit may recognize weaknesses in operations and request a
management survey to correct unfavorable conditions.
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e. Establishment of a management survey program -- when
a program of recurring management surveys 1s established at
stated time intervals, management analysts conduct a survey
of each organizational component. After a thorough basic
study, succeeding studles may be comparatively brief audits
unless conditlions have changed sufficiently for another
detalled management survey. The recurring management survey,
or management audit as 1t 1s sometimes called, seeks to
ascertaln whether the organization 1s performing i1ts mission
satlsfactorily on a continuing basis.

1005. What Type of Savings Can Be Realized After the Manage-
ment Survey? Implementation of the recommendation of the
management survey can result 1n increased efficlency and
economy in the use of men, money and material. Improved
methods, better means of control, more efficlient operations
and greater use of human and physical facilities will lead

to the elimination of waste and inefficiency.

1006. Summary. This chapter has defined the management
survey, glven reasons for 1ts undertaking and listed typical
areas that may be analyzed by thls means. The advantages of
having a survey conducted by tralned analysts or englneers
have been cited. The need for strong support by the commander
for the survey has been justified. Savings will most likely
be realized by the implementation of survey recommendations.
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Chapter 2
PREPARING FOR THE MANAGEMENT SURVEY

2001. Surveys Must Be Systematic. A management survey 1is a
systematic examination of an organization and its functions.
The management analysts review and analyze the structure,
functions and procedures in use in order to identify prob-
lems, find the causes and recommend solutions. A systematic
approach must be emphasized. Unless a predetermined plan is
followed, the results of the management survey are likely

to be incomplete or inadequate. Without a plan, the survey
may drag and become unnecessarily costly 1in terms of time
spent by the analysts and operating personnel. A predeter-
mined plan 1is necessary in order to avoid confusion and
wasted effort., A systematic examination aids the analyst

in collecting and interpreting data, in arriving at sound
conclusions and in presenting recommendations for adoption.
This does not mean that the management survey plan, once
made, cannot be changed. It should never be so formalized
and inflexible that it cannot be altered to meet special
circumstances or changes in conditions. The survey plan is
a guide which will help the management analyst to make a
systematic and comprehensive study of the organization
without wasting time and effort, and to develop recommenda-
tions that will improve operations.

2002. The Survey Request. The request of an organization for
a management survey should be in writing, and should be
addressed to the management support activity and be signed

by the head of the organization requesting the survey. The
request should be brief but specific. It should identify

that which the organization believes to be the basic

problem.

2003. The Initial Interview. After receiving the request for
a survey, the management assistance office will normally
asslign an analyst to interview the head of the organization.
Occasionally, it may be necessary to discuss the proposed
survey with an officer higher in the chain of command, but
under any circumstances, it is imperative that the management
analyst reach a firm understanding regarding the survey with
the immediate head of the activity being studied. During the
initial interview, the management analyst should obtain a
brief history of the organization and any other data which
are readily available, such as organizational charts of the
activity, organization manuals, and statements of mission

and functions. The analyst should ask the activity head
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to discuss as many problem areas as he is able to identify,
explain their origin and state what is being done to solve
them. During the preliminary interview, the management
analyst should discuss the contribution expected of the
activity during the survey. The activity head should be
requested to assign a competent subordinate to work with

the analyst and should agree to make himself avallable to
discuss problems and proposed solutions. The management
analyst should inform the activity commander of the steps to
be taken preliminary to the actual survey, such as the expla-
nation of the survey to employees, the giving of job security
assurances to subordinates, and requests for cooperation.
These steps will be discussed in subsequent paragraphs.

2004, Orientation of the Employees. Employees of the organiza-
tion should be informed of the management survey as soon as
agreement to conduct it has been reached. Prompt notification
will do much to prevent false rumors and ungrounded fears. A
memorandum distributed to each employee is perhaps the best
way to announce the survey. The memorandum should state the
reason for the survey and that a management analyst or team

of analysts has been requested to make the survey in an

effort to improve organization and procedures. It should
state clearly that the activity head supports the aims of the
analyst and urge cooperation by all employees. It should
further state that the management analysts are authorized to
deal directly with supervisors to arrange interviews and that
the supervisors are to furnish the analysts with any informa-
tion they may request.

2005. The First Group Interview. Following the announcement
that a survey is to be made, an initial group interview should
be held. Civilian employees should be given as much assurance
of job security as can be offered. Steps of the survey should
be explained to the employees and an opportunity to ask ques-
tions should be afforded them. They should be informed that
there will be a reconnaissance survey to develop the management
survey plan, and they should be briefly informed of the various
fact-finding techniques which may be used during the survey.
They should be assured that any recommendations for change in
organization or operations developed during the survey will

be fully discussed with the activity head before acceptance

or implementation. Every effort should be made to enlist
employee participation in the survey. It should be made

clear to all supervisors and workers that suggestions and
recommendations are welcomed and will receive consideration.
Appropriate recognition should be granted to employees whose
suggestions are adopted.
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2006, Assurance to Employees. It is essential that the civilian
employees be given as much assurance of job security as is
feasible. At the out set of the survey, employees may be
fearful of losing their Jobs, of lower prestige, and of
reduced income. Unless such fear is dispelled, it 1is
difficult to obtain full cooperation; employees are likely

to react defensively in replying to questions and may exhibit
a resistance to change. Under these conditions, the survey
will lose some of its effectiveness. The assurances given
to the employees must at all times be honest. If a survey

is aimed at making personnel reductions, it is futile to
assure them that there will be no loss of billets. However,
assurances can be made that wherever possible, normal rather
than forced attrition willl be utilized to accomplish the
required reduction, and that the activity personnel officer
will help any employee to find a new job if he should be
displaced as a result of survey recommendations. Whenever
the survey 1is being conducted to improve organization and
methods, this fact should be emphasized along with any bene-
fits which employees might receive from the survey.

2007. The Reconnaissance Survey

a. Following the interview with the head of the organi-
zation and the orientation of employees, the management ana-
lysts will normally perform a reconnaissance survey. A
reconnaissance survey is a preliminary examination of the
organization. It is used to determine, in a general way,
the scope of the problem and the best course of action to
follow. The length of the reconnaissance survey varies and
in some instances it is dismissed entirely, depending upon
the familiarity of the management analyst with the organi-
zation. During the reconnaissance survey, the analysts
should gather the facts that they will need to formulate
the survey plan. They should determine whether the problem
areas which they discover during the reconnaissance survey
can best be solved by a management survey or whether a less
expensive method can be used. If they decide that a manage-
ment survey is Justified, they will define its scope and
ascertain whether the problems arise within the organization
or are caused by elements beyond the control of the organi-
zation, thereby possibly extending the area of the survey.

b. During the reconnaissance survey, the management
analysts may conduct brief, selective interviews with person-
nel in order to obtain a general impression as to the level
of morale, the volumes and kind of work, and the type of
skill and knowledge possessed by employees. They will make
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general tours through the activity and observe procedures

and working conditions. They will be especlally interested
in discovering the nature, size and age of the backlogs which
may exist. The analysts will examine administrative reports
of the activity and note the trend and volume of work and

of manpower requirements. If the reports indicate excessive
labor turnover, the causes will have to be identifled during
the survey and corrected if possible. The growth or decrease
in responsibilities within the organization may indicate the
trend which planning for the future should take.

¢. Following the reconnailssance survey, the management
analysts will summarize their findings and discuss their
preliminary conclusions with the officer who requested the
survey. If the problem of the activity can be solved by
a less expenslve course of action than a management survey,
the requesting officer will be so informed at this time.
If, on the other hand, the management survey should be
conducted, the management analysts will be prepared to
discuss with the authorizing officer and/or the immediate
head of the activity the following:

(1) The nature and extent of the reconnaissance survey.
(2) The findings of the reconnaissance survey.

(3) The objectives of the management survey to be
conducted.

(4) The number of analysts who will conduct the
survey.

(5) The beginning date of the management survey and
the approximate time it will take.

(6) The assignment to the survey team of an indivi-
dual to represent the organization.

d. The foregoing may be oral or written. Much of the
information will be contained in the survey plan.

2008. The Survey Plan. Immediately following the discussion
with the officer requesting the survey, a survey plan is
prepared. The plan 1s a point of departure for the survey,
and replanning is conducted as necessary during its

course. The survey plan should be comprehensive and contain
sufficlent detail to become a plan of action, but the manage-
ment analysts must avold establishing an inflexible schedule
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which might be made unworkable by unforeseen circumstances.
Appendix A is an example of a management survey plan.

2009. Summary. A management survey should be conducted system-
atically and follow a predetermined plan. This plan must be
flexible to meet changing conditions during the survey. Upon
receipt of the written request for a survey, the management
engineers should interview the activity head to obtain back-
ground information. As soon as a survey has been decided
upon, the employees should be officially informed and their
groundless fears dispelled. The management team should seek
the cooperation and participation in the survey of all super-~
visors and employees. During the reconnaissance survey, the
analysts should gather the facts they will need to formulate
the survey plan; this they do through interviews, a general
tour, and an examination of the work. They make a report

of the reconnaissance findings to the authorizing officer
and/or to the immediate head of the activity. Finally, they
prepare the survey plan, which will serve as the operating
outline for the management survey.
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Chapter 3
FACT FINDING

3001. Simplifying Work. Most of the procedures followed in
clerical and administrative work can be simplified. Manage-
ment analysts conducting a survey at any command frequently
will uncover duplicate records, excessively detalled reports,
useless statistical compilations and handy-dandy information
collected just in case someone should ask for it. Such
records, reports and statistics become voluminous if left
unchecked. These innocent-appearing papers steal man-hours
from productive work, waste money and material needed for
carrying out primary responsibilities, and use valuable floor
space required for accomplishing the activity's mission. Much
progress is still needed to replace obsolete procedures,
reduce excessive recordkeeping and eliminate useless tasks.

3002. General Principles in Fact Finding

a. While following the survey plan as closely as possi-
ble, management analysts should not permit the plan to
restrict their search for pertinent facts. They should be
constantly alert to the possibility of attaining additional
data which will be beneficial to the survey. They should at
all times maintain flexibility as to where and how to gather
facts. It should be noted that few phases of a survey can
be exhaustively treated within the time and resources allotted.
Analysts must be wary of the temptation to exceed the limits of
the survey and the time schedule set forth in the survey plan.
It is more important to give the commanding officer a timely,
workable solution when he expects it than to postpone the
report for several weeks in hope of developing a cure for
all problems.

b. The management analysts should determine the types
of facts they will require for diagnosing and solving the
management problems. They should determine how they will
use the facts they gather. It 1is useless to spend hours
accumulating data concerning procedures that cannot be
changed because of legal or other restrictions. The fact-
finding phase should follow the management survey plan as
closely as is practicable. If major deviations from the survey
plan become necessary, the plan should be amended to reflect
the new conditions., It is better to gather too many facts
then too few. The facts, figures and forms should be
organized systematically by subject in accordance with the
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survey plan. In gathering data, the management analysts will
do well to first procure all of the facts and figures avail-
able from easily accessible sources, such as administrative
reports, organizational charts, functional 1ists, correspond-
ence, procedures manual, position descriptions, worklng papers,
records, laws, regulations, inspection reports, and budget
estimates. This information will provide valuable background
material and its analysis may lead to a requirement for
additional information concerning the activity. The analysts
should use those methods of fact finding which will provide
accurate data with the least disruption of the work of the
activity.

3003, Fact-Finding Methods

a. There are four commonly used ways to gather facts
during a survey:

(1) Study the existing records.
(2) Questionnaires.

(3) Interviews.

(4) Personal observations.

b. The procurement of information by studying various
records pertaining to the activity has already been discussed.

3004, The Questionnaire. The questionnaire has special use in
management survey work. It can be used to obtain information
when there 1s insufficient time to interview all of the people
from whom the information is wanted. Interviewing a sampling
of the personnel may be preferable to the use of the question-
niare, however. The questionnaire is a useful technique when
the management analysts wish to obtaln concise information
that can be tabulated readily. It can be used as a device

for obtaining information from personnel on detached duty.

It has the advantage of allowing the person completing the
questionnalre sufficlient time to perform any necessary
research. However, the questionnaire has some limitations.
Many people feel that it 1s an overworked device and will

not respond to them. It 1s sometimes difficult to phrase
questions with such clarity that misinterpretation will
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not result. Questionnaires are impersonal. The management
analysts have no contact with the person furnishing the

data and are unable to form impressions as to their quali-
fications to provide accurate information. If a questionnaire
i1s used 1t should be brief, clearly stated, free from ambiguity,
and answerable by one word or a short statement. The question-
naire should be so phrased that the answers can be tabulated
and conclusions drawn from the data. It is important that

the questionnaire be distributed only to persons who are

able to provide accurate information, that the personnel
recelving the questionnaire understand its purpose and that
they be informed that it has the full support of the commander.
If the questionnaire is to receive wide distribution, it should
be tested on a small group to make certain that the questions
are clear. Random samplings may be useful in selecting the
group upon which to test the questionnalre. Every effort
should be made to obtain a 100% reply since those who do

not answer may be persons whose replies are particularly
significant.

3005. The Interview

a. The interview is a basic fact-finding technique in
management surveys. It 1s virtually impossible to conduct
an effective survey without employing interviews to some
extent. It 1s a prime method for securing information recorded
only in the mind of the person being interviewed. Frequently,
an employee can suggest a method for simplifying his work, but
is reluctant to discuss it with his supervisor. The interview
is a useful means of encouraging employees to formulate and
present their suggestions. During the interview, the analysts
look for all facts relative to the organization procedures
being studied. Additionally, the analysts cross-check to
make sure the information gathered is correct. The interview
permits observant management analysts to gather information in
addition to what 1s told to them. An interview with a super-
visor gives the analyst an opportunity to evaluate the
supervisor's attitude, knowledge and qualifications. An
interview with a worker 1s the best way to judge how well he
is trained, his morale and whether instructions and policies
are clear to him. The management analysts can also use the
interview to impress upon the workers the need for their
cooperation in furnishing facts and ideas, i1f maximum bene-
fits are to be obtained from the survey. The analysts can
dispel the erroneous impression that there is something
mysterious about management analyses, and that problems can
be solved by drawing answers out of thin air without the hard
work of gathering and evaluating the facts. The following
rules for interviewing may prove helpful:
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(1) Explain to each person you interview what infor-
mation you want and what you are going to do with 1it.

(2) Listen, don't talk; encouragé the worker to talk.

(3) Do not criticize nor make hasty suggestions. Be
friendly and courteous - let the worker know you are genulnely
interested in his work.

(4) Use simple language, trying to pick up terminol-
ogy having speclal meaning to the employee.

(5) Avoild conversational detours -~ they are time
wasters.

(6) Take detailed notes as you go along - it 1s impos-
sible to remember all of the facts in most interviews.

(7) Tell him you may return even if you later find
it to be unnecessary.

b. The management analyst should use care 1in selecting
personnel to be interviewed. He should arrange a loglcal
sequence of interviews which will provide him with the
maximum amount of information. Interviews should be on an
individual rather than a group basis. In scheduling inter-
views, the management analysts should remember the time
requirement of the individual worker to complete urgent jobs
for which he 1s responsible. Prior to the interview, the
analyst should devise a number of gquestions, the answers to
which willl produce the kind of information the analyst wants.
The analyst should avoid time wasting conversation on detours
which contribute nothing to the survey. However, the inter-
view should be as informal as possible. While recording
the procedures and other information obtained during the
interview, 1t 1s helpful to have coples of the documents
being dlscussed. Supervisors and workers should be requested
to bring with them to the interview a completed copy of each
document, record, report, form and sample of correspondence
with which they work. These will increase the analysts'
understanding of the process, and will usually facilitate
fact finding.

¢c. While the interview 1is an invaluable fact gathering
technlque, 1t contalns limiting factors which must be con-
sidered. Personnel belng interviewed are frequently asked to
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provide information which they have not had an opportunity
to verify. They may guess at some of the answers to glve
information which 1s only approximately correct. Other
individuals unconsciously try to answer questlons the way
they think the management personnel would like them answered,
even 1f they have to depart from the facts. Sometimes the
worker subsequently denies statements he has made during an
interview and the analysts may meet resistance to the inter-
view itself. Impatience of the worker to get the interview
over with so that he can get back to his job, reluctance

to discuss work difficulties because of the worker's fear

of being disloyal, and complaints which have no bearing on
the problem at hand are some of the problems which will
hinder the successful accomplishment of the interview. Some
individuals tend to build up areas of autonomy around which
they erect fences barring an analytical approach by the
management analysts. Some personnel are fearful that as

a result of the interviews, pet procedures will be changed
or personal power diminished.

3007. Personal Observation

a. The fourth fact-finding method, personal observation,
is extremely important. Personal examination is the only
positive method of verifying the facts glven in reports,
records, questionnalres and interviews. First hand obser-
vation will clarify hazy impressions and will provide the
management analysts with the information they need to over-
come groundless resistance to change. It assists the survey
staff to become better acquainted with the supervisors and
employees. Observations of the operation prove invaluable
to management analysts when they are assisting in the instal-
lation of procedures they have recommended.

b. There are several observation techniques. The type of
information sought and the source from which it can be obtained
will determine the technique to be used. Frequently, 1t is
desirable to verify doubtful information by checkling it at
different operating points or by using different techniques.

A general tour, as outlined in the reconnaissance survey, will
identify symptoms of administrative disorder and the analysts
may attempt to determine the causes and to find cures for
these disorders. Tracing procedures 1s another useful tech-
nique. During the interview, the management analyst identifies
certaln procedures and methods followed by the activity. A
careful record should be made of each procedure, and the forms,
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reports, records and correspondence related to that procedure
should be kept with it. In tracing procedures, it is important
to distinguish between a record and an action form. The record
form 1s merely a history, while an action form requires someone
to do something. The analyst's survey will not be complete
until information 1s obtained on all of the basic documents.
Desk audits are used to verify material furnished to the
management analysts during interviews. Audits are of particular
value 1in determining individual responsibilities, details

of workflow, personal knowledge and attitudes, and effective-
ness of a tralning program. The management analysts must be
certaln that the desk they select for audit 1s representative
of the activity. A review of incoming and outgoing correspond-
ence may tell the management analyst a great deal regarding how
effectively the organization accomplishes its mission and how
long 1t takes to process requests for information. It may
provide background information which will give the analyst a
better understanding of the operation. Such a study will

help to evaluate the methods used to prepare correspondence,
which 1s frequently an area of large potential savings when
preprinted forms, letters, pattern paragraphs and automatic
typewriters can be substituted for manually typed letters
prepared from rough drafts, long hand notes or dictation.

c. Since the volume of work to be accomplished is normally
a major determinant of paperwork flow, production statistics
should be studied whenever they are available. Additionally,
backlogs should be carefully investigated. A backlog indicates
an area requiring remedial action, and a growing backlog
adversely affects administrative processes, particularly when
personnel are subject to criticism despite their best efforts
to keep the work current. The management analysts will render
the activity a service when they can devise ways of eliminating
backlogs. This can frequently be accomplished by improving
and simplifying the procedures, by using mechanized processes,
by replacing manually prepared letters with preprinted forms,
by eliminating unessential recordkeeping, and by reducing
reviews to a minimum. Whenever there is a backlog of any
size, control should be installed to insure that the oldest
and the most important transactions receive priority attention.
In some organizations, backlogs are seasonal due to peakloads
and will normally be reduced over a period of time. In other
instances, backlogs are acceptable when required actions do
not have to be completed in a specified time frame and the
number of required actions remains fairly constant.
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d. The management analysts should carefully examine
the files of the activity, since the flles are an excellent
means of acquiring an understanding of the operations and
how well they are being conducted. The analysts will be
interested in what type of material 1s being filed, whether
the proper filing system 1s being used, and whether 1lnactive
or obsolete material is being retired or destroyed in
accordance with regulations. Any unofficial records retained
by the organization should be carefully scrutinized to see
whether they are necessary. Unofficial records come into
being when the workers are unable to obtaln the data they
need from the official files. These should be carefully
examined with a view toward expanding the officlal files
if the additional information is deemed necessary for
performing the work and eliminating all unofficial records.
The following questions are useful 1n examining records and
files:

(1) Do the office records duplicate files retained
elsewhere in the command?

(2) Can desired information be secured by telephone
instead of duplicating another file?

(3) How often are the files and records retained in
the office consulted?

(4) Do office personnel trust their records or do
they verify the information before using it?

(5) Does the office keep files simply because 1t
always has done so?

(6) Are all copies made utilized?

(7) Is the information contained sufficiently useful
to Justify retention of each record?

e. The working environment should be examined criti-
cally to see what effect 1t has upon production. Insuffi-
cient space, poor lighting and high noise level generate
inefficiency. Often, insufficient attention is paid to the
proper arrangement of an office to insure that work will
flow from desk to desk instead of requiring personnel to move.
The analysts should review the office layout at the
completion of the survey and recommend changes which will
improve working conditions, permit a straight-line flow of
work, facilitate supervision and promote accessibility.
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3007. General Rules in Surveying

a. The following general rules in surveying should
prove helpful to the management analysts:

(1) Without accurate and complete data, recommenda-
tions may be merely educated opinions. There 1is no room for
guess work in analysis, and solutions must be based on facts.
Recommendations should never be influenced by favoritisms,
prejudice or value judgments. When the management analyst
has obtained facts accurately and completely, the solutions
to problems will frequently be self-evident.

(2) Few people 1like to be the subject of a manage-
ment survey. It is imperative, particularly during the
fact-finding phase, that the management analysts carefully
welgh every word and action to avoid criticizing unjustly
or inaccurately. :

(3) Any survey will create some disturbance. Inter-
ference with operations and actions which may be injurious
to morale should be kept to a minimum. This can best be
accomplished by tact, open-mindedness and a constructive
approach.

(4) Never suggest changes for the sake of change.
If management analysts are unable to improve an operation,
they should avoid discussing it in the report. Nothing is
gained by writing a study report on a procedure they cannot
improve.

(5) Always weigh the cost of making a change against
the savings which may be effected by the change. If the
purchase of an $8,000 machine can be expected to make a long
range savings of only $3,000, buying the machine is a waste
of money. If, on the other hand, an annual savings of $3,000
can reasonably be expected, the purchase should receive full
consideration.

(6) It is not always easy to get personnel to stand
still for a time-consuming, thorough survey. There is often
heavy pressure for immediate action, and a recommendation that
lengthy study and analyses should come first frequently provokes
impatience. The more intense the pressure for immediate change
in a complex situation, the greater the likelihood that the
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analysts willl overemphasize symptoms and ignore underlying
causes. Pressure for prompt action may be barrier to adequate
diagnosis.

(7) Management analysts should project themselves
into the position of a responsible employee and decide whether
they would be willing to work under conditions created by
their recommendations. This 1s particularly true when they
are recommending a reduction in personnel. They should be
convinced beyond any reasonable doubt that the personnel
complement they are recommending will be a sufficient
force.

(8) Beware of the exception when an interviewee is
illustrating a point by citing an example. The management
analysts should determine whether he 1s discussing an inter-
esting but exceptional case or a recurring action of the type
with which the analysts are concerned.

b. For some management surveys, the use of charts may be
helpful. Charts can have great value in presenting a large
mass of data 1n condensed form without sacrificing essential
detalils. They are a means which permits management analysts
to visualize the entire serles of operations in a way not
possible by the use of other methods. Charting clarifies
methods and procedures, and facllitates analysis. Appendix
B provides instructions for the preparation and analysis of
the more commonly used charts in a management survey. Other
charts such as statistical, pictographic, curvilinear, bar
logarithmic and PERT charts may also be useful to the
management analysts educated in thelr construction and
interpretation.

¢. Checklists are a tool to help the management analysts
cover every facet of an organization during the survey. The
questions on the checklist are designed to facilitate analysis.
The answers should result from study and review of the facts,
with a view towards correcting management weaknesses and
accomplishing savings in manpower, money and material. The
checklist which 1s appended as appendix C 1s suggestive,
not exhaustive. The management analysts should add to it
from thelr own background and experience in accordance with
the requirements of the survey.

3008. Summary. The management analysts conducting a manage-
ment survey are likely to meet resistance to change based on

the traditional way in which an operation has been performed.
When something has been done in a particular way for many
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years, 1t is probable that it can be done more easily and
cheaply. Most procedures followed in clerical and adminis-
trative work can be simplified. Surveys should be contained
within the 1imits of the problem and the time schedule, unless
specific authority to exceed the plan has been granted. It is
better to collect too many facts than too few, and these must
be organized for ready avallability. Systematic fact finding
is essential to an effective survey; the management analysts
must determine the types of facts they will require for
diagnosing and solving the management problems and devote
their efforts to collecting these types of facts, making such
changes in their survey plan as are necessary because of new
or unforeseen conditions. There are four major fact-finding
methods used in a management survey. These are: the study

of existing records; the questionnaire; interviews; and
personal observation. Finally, this chapter 1lists eight

general rules to be considered in conducting a management
survey.,
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Chapter 4
ANALYZING THE FACTS

4001. Fact Finding and Analysis Occur Simultaneously. As

the management analysts gather facts during a survey, they
concurrently analyze them and form tentative conclusions.

These analyses assist them in their fact finding, either by
indicating that additional information is needed, or by making
it evident that no significant improvement is possible and there
is no point in spending further effort to obtain additional
data. There is no clean, sharp line between survey and analysis.
Fact gathering, analyses and formulation of corrective proce-
dures sometimes blend together. The management analysts accu-
mulate a formidable array of material; procedures statements,
organizational charts, functional statements, tables of
organization, statistical data, office layouts, lists of
equipment, interview records, and voluminous notes during

their survey. As they have proceeded to collect this data,

they have also conducted some analyses and formulated some
tentative conclusions. The material gathered should now be
organized for further analysis.

40o02. Analysis and Synthesis. Analysis and synthesis are the
basis techniques for improving any organization, procedure,
policy or practice. In improving an organization, the manage-
ment analysts arrange the facts, so as to determine their
interrelationships and thelr bearing on the problem. They
must ascertain what 1s done, why 1t is done, who does it,
where it 1s done, when it 1s done, and how it is done. They
must examine each individual step in the process and decide
whether it can be done better, or perhaps in a different

way, no matter how efficient the present system may appear.
Analysis 1is the separation of anything into 1ts elements.

It 1s an examination to distinguish the component parts of
the whole, separately, in relation to each other. The pur-
pose of an analysis 1is to prepare for synthesis. Synthesis
is the combining of separate parts or elements so as to form
a whole. It 1s opposite of analysis. By analysis and syn-
thesis, an organization, a procedure or an idea is broken
down into its elements and then recombined into a new or
different form to produce and improve a more effective plan.
In some instances, the data collected will lead the analysts
to an obvious conclusion. In other situations, there will be
multiple variables which are complex.
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4003. An Approach To Solving A Survey Problem. The paragraphs
which follow relate a problem-solving process to the types of
problems that analysts are likely to meet in the management
survey. This procedure does not guarantee that the management
team will arrive at the right answer every time. It 1s
intended to help management personnel use a systematlc approach
to problem solving and to avoid making snap decisions based

on intuition.

a. The management analysts should identify specific
unsatisfactory conditions -- things that are wrong; e.g.,
the work 1s delayed, 1t costs too much to accomplish, or it
contains too many errors. When they have stated the problem
clearly, they are well on their way to solving 1it.

b. The management analysts should relate the unsatis-
factory conditions to underlying causes. This goes hand-in-
hand with problem identification. Sometimes, while seeking
to learn what causes a problem, they find that they have
merely ldentified the symptoms, not the problem 1tself. For
example, the problem may appear to be that the work 1s delayed.
Is this the problem, or just a manifestation of a high rate of
sick leave? Why the excesslve sick leave -- 1s 1t due to
falling office morale? What causes the low morale -- 1s 1t
due to poor supervision? Perhaps the real problem 1s how
to get better tralning for supervisors. The management analysts
cannot learn the basic difficulty until they have analyzed the
situation. They begin with a known factor -- a knowledge of
an unsatisfactory condition. They identify as many potential
factors as possible; those they ascertaln to be implausible,
they discard; those which they cannot explain but which appear
to be pertinent, they study further; those which are obviously
relevant, they trace back to thelr sources. In effect, they
separate the problem into 1ts various parts to assist them
in identifying the underlying causes. When they have deter-
mined the causes for the problem, their course of action may
become apparent.

c. The management analysts should explore the inter-
relationshlps of the unsatisfactory conditions, e.g., determine
whether a large backlog 1s causing errors in the other work
being produced. They should group those difficulties which
arise from identical causes. By correcting a few basic sources
of unsatisfactory conditions, they may be able to eliminate
many management problems,
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d. The management analysts should develop alternative
ways of dealing with unsatisfactory conditions. Thls 1s the
step in the problem-solving process which calls for creative
thinking. The job of the management analysts 1s to list
as many possible solutions as they can visualize. They must
keep an open mind and write down every possible solution that
occurs to them, the plausible and the implausible. Evalua-
tions will come later. The more possible solutions they can
develop, the greater their chances become of eventually arriv-
ing at the best solution, instead of merely one that may
work but has several flaws. Research may reveal how other
activities have overcome similar problems. The management
analysts should continue to study the various factors of the
problem as long as they can develop additional solutions and
explanations. Thelr jJob will be easier if they can eliminate
thelr preconceived notions and keep open minds to such
questions as "how else can it be done;" "what else is causing
the problem;" '"where else is it being accomplished;" and "when
else could it be done better?" When they have run out of
ideas, they can sometimes profit by reviewing the problem
and then laying it aside to work on something else. This will
get them out of the mental rut in which they have been con-
centrating, and give their subconscious minds a chance to
incubate the problem. When they return later, they may find
a fresh insight has helped them to develop additional possible
solutions.

e. The management analysts should select one solution from
the alternative ways of solving the problem. Here they must
exercise judgment -- the most important attribute of a manage-
ment analyst. They should compare the advantages and disadvan-
tages of the various methods of dealing with the problem. When
the obviously impracticable plans have been eliminated, and
the remaining ones have been matched against the administrative
goal to be attained, e.g., more accuracy or fewer manhours to
accomplish the work, a few possible solutions may look promising.
Frequently, the best solution will be a combination of two or
more of the possible solutions in that it brings together the
strong points of each and eliminates glaring weaknesses. The
more hard work, skill and imagination the management analysts
employ in thls phase of the problem-solving process, the better
the chances of developing a solution that is not only adequate,
but the best possible under the existing circumstances.

f. The management analysts should test the proposed solu-
tion before installing it. They will do well to seek the
opinions of the people directly involved in the work -- super-
visors, technlicians, and senior clerks. From them the manage-
ment team may be able to obtaln expert opinion on both the
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feasibility and the weaknesses of the proposal. It is at this
point in the problem-solving process that the proposed solution
is carefully scrutinized and tested to make certain that it
contains no hidden weaknesses which would create problems rather
than solving them.

g. The management analysts are now ready to implement
the solution to the problem. The plan that looked so good
on paper and even worked well in a pilot study may develop
weaknesses in actual practice. Accordingly, when they imple-
ment the solution, they should watch the results carefully.
First, they work out and follow an implementation schedule,
to include indoctrinating key personnel, giving assistance
where needed in making changes, and taking corrective action
wherever necessary. The management analysts should partici-
pate fully in making the changeover to the new plan and
recognize their responsibility for successful installation.
If the problem disappears when the new plan has been install-
ed, the management personnel know they have developed the
right solution. If it does not disappear even after adjust-
ments have been made to meet unforeseen circumstances, they
should work their way back through the problem-solving
process. They should review the other possible solutions
to see whether one of these would have worked better, or
whether they might have overlooked a pertinent fact that
would have given them a different viewpoint on the whole
problem. If there is still no solution, the management
analysts should make sure they have correctly defined the
problem they have been trying to solve. It may be that
despite all their work, they arrive at the wrong solu-
tion because they had been trying to solve the wrong problem.
In any event, if the new plan works, they should give due
credit to the supervisors and their assistants. If the
proposal, after a fair trial, is unsuccessful, the analysts
must bear the major part of the blame.

h. The management analysts should follow-up each solution
they implement. After the new plan has been in operation long
enough to evaluate its effectiveness, the management team
should check with the head of the organization to ascertain
whether maximum results are being obtained. Refinements of the
plan can now be worked out and installed to completely elimi-
nate the unsatisfactory condition the management analysts were
initially called upon to solve.

1. There are many pitfalls which analysts may encounter
while conducting a survey or audit. The most common reason
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for survey fallure 1s faulty planning within the survey

staff. Appendix D lists the common mistakes made by

analysts in surveys. With proper planning the analysts

will normally avold the pitfalls noted. Additionally, the
analysts are cautioned that the rules and procedures set forth
in this chapter cannot be utilized in isolation while con-
ducting an analysis. The analysts must be thoroughly familiar
with all of the procedures and thelr relationship to one
another. There 1s no easy way to conduct a survey, and
thoroughness 1s a prime essential. Surveys 1nvolve human
beings who may not be subjected to precise solutions that

may be 1ndicated in statistical tables or by theoretical
principles of management and organization. The basle, obvious
rule which 1s often violated i1s that the efforts of the
analysts should be directed at the solutlion of problems and
not the pursult of certain techniques. There 1s no one best
way to conduct an analysis; the analysis staff must be flexi-
ble in 1ts plan, methods and approach.

4004. Summary. During the fact-finding phase of the survey,
the management englineers are concurrently analyzing the facts
they have gathered. Facts must be organized before they can be
successfully analyzed. Analysils 1s the separating of anything
into 1ts component parts; synthesis 1s the recombining of the
parts into a new whole. Analysis and synthesls are basic to
effecting an improved plan, procedure, or organization. In
analyzing a problem, the management analysts should identify
specific unsatisfactory conditions, relate them to underlying
causes, explore the interrelationships of the unsatisfactory
conditions, develop alternative ways of dealing with them,
select one solution to the problem, test the proposed solution,
install 1t in the activity, and subsequently follow-up to see
that thelr plan is working satisfactorily.
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Chapter 5

DEVELOPING, PRESENTING, AND IMPLEMENTING RECOMMENDATIONS

5001. Baslic Missions of A Survey Team. The management analysts
on a survey team have three missions: to 1dentify the problem,
to solve the problem, and to obtain approval of, and implement
the solutions. These solutlions are the recommendations for
improvement. Good recommendations are of no value unless they
are adopted; poor recommendations adopted as a result of
superior salesmanship may prove harmful. Good recommendations
must be developed and put into effect 1f the survey 1s to be
successful.

5002. Developing Recommendations

a. A broad approach to the problem should be used in devel-
oping recommendations. Examine the problem in relation to
the entire organization or organizational entity. Measure
the problem against known standards of good management.

b. The purpose and scope of the study have an important
bearing on the organization of the facts. The general rule 1is
to group the facts according to the objectives of the survey,
any external factors that should be resolved, and the major
steps of the proposed system. Under any method of organizing
the facts, the survey should be broken down into digestible
portions, treating the most significant points first.

¢. Many problems can be solved by an analysis of the
organization. This analysis may reveal that functions can be
eliminated, consolidated, expanded or established. One primary
principle in systems problem solving 1s to look for elimina-
tions. An entire function may be eliminated 1if it does not
contribute to the objective or costs more than the benefits
derived. Each operation must contribute more than it costs.

d. The solution must fulfill the objectives of the survey.
As the facts are analyzed, logical methods occur to the analyst
and he attempts to relate the detalls to the true objective of
the system. The detalls have been questioned as to necessity,
objective, place, time and personnel to perform the work.
Another consideration should be the availability of resources
to implement recommended solutions. Management analysts must
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not concentrate on streamlining the performance of present
systems when they should be visuallizing and conceptuallizing
the final results.

e. Established policles enter into every systems develop-
ment. The management analyst must determine if management
will change the policy. In many instances, policy 1s established
by higher authority or by another government agency. Management
analysts should contact the "policy makers" during the study
phase to determine what positive actions can be recommended
as regards future changes in policy.

f. The proposed recommendations must completely satisfy
the problem as it is defined in the study. They may be more
comprehensive than the original problem required. When the
proposed system represents a comprehensive change from the
exlsting system, with significant investment in new equipment
and installation cost, a detalled comparison of the costs of
the two systems 1s required. It may be necessary to know
clerical time and cost factors. When a pilot study cannot
be made, the analysts must resort to more ingenious methods
of determining clerical standards and costs. Many times, it
may be necessary for the analysts to roll.up their sleeves
and perform all processing functions to determine work
standards and costs.

'5003. Presenting Recommendations

a. After the management analysts have gathered, reviewed,
and analyzed the facts and developed recommendations, they are
ready to present their findings. This 1is usually done by a
survey report.

b. The report of survey serves several purposes. It is
an instrument for:

(1) Providing the organization surveyed with a formal
document to use in carrying out the recommendations.

(2) Furnishing a summary of the findings and conclusions
of the management analysts.

(3) Informing the activity commander of the recommenda-
tions that have been accepted and put into effect by the
organization being surveyed.
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(4) Obtaining the decision of the activity commander
on recommendations not accepted by the organization surveyed,
but which the management analysts continue to support.

(5) Providing the management office or agency with a
document for aiding in the installation of recommended proce-
dures, 1if required.

¢. The presentation of systems recommendations and reports
is usually done in writing, and procedures are written to make
the systems known to all persons of the activity required to
read the report - the commander, supervisors and operating
personnel, The supervisors and operating personnel must
understand the report, for they will be required to implement
it. The success or fallure of the management analyst's work
may often hinge on the effectiveness of the survey report.
Reports which concisely and graphically present the important
points in easily understood language will have the most appeal.
The nature of the assignment and the type of study dictate the
type and extensiveness of the report.

d. Types of Survey Reports. There are three types of
survey reports. These are:

(1) Installation Reports - sometimes used where recom-
mendations are installed during the course of the survey; the
report merely reports on the action taken.

(2) Letter-type Reports - when the scope of the survey
is limited to a short study involving usually one specific
problem.

(3) Formal Written Reports - most reports of management
surveys are of this type.

e. Preparing the Survey Report. There are many variations
in arrangement and content of a survey reports, depending on
the subject and scope of the investigation, the length of the
reports, and the audience for which the report is written. The
report should be packaged in an attractive manner. Below are
listed some elements that are required in every report; some
are optional:

(1) Letter of Transmittal. A letter of transmittal is
the usual method of forwarding the survey report. This letter
may be brief (it may give only highlights of the recommendations)
or it may list all recommendations.
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(2) Cover or Title Page. The title or subject of the
study should be completely descriptive but concise. It should
include a project number if assigned. The names of the
analysts participating in the survey are normally listed on
the cover or title page; the project officer of the survey
should also be shown. The date the survey report 1is sub-
mitted should be shown on the title page when the report is
not submitted by a transmittal letter.

(3) Tables of Contents. The various parts of the
report, illustrations and special features should be listed,
showing page numbers for easy reference.

(4) Introduction. The introduction is usually divided
into the following segments:

(a) Origin and Authority. This segment should
include a statement of the origin of the investigation - who
requested it, when it was requested and what was requested.

(b) Purpose and Scope. The purpose and scope of
the survey requested should be stated in full. If the survey
required going beyond the scope requested, this fact should
be stated and justified.

(¢c) Acknowledgments. Acknowledgments of coopera-
tion, assistance and contributions received from various
personnel should be included. Acknowledgments should be
generous but not flowery.

(5) Summary. The summary should be brief so that
the commander, who may not have the time to read the entire
report, may gain an overall picture of the investigation.
A brief resume of the salient points covered in the discus-
sion section should be included, as well as a short statement
of the concluslions and recommendations.

(6) Definitions. In some cases, several of the terms
used in the report may be subject to various interpretations.
If this 1s the case, a section defining these terms should be
included in the report.

(7) Discussion

(a) This is the analytical section and the prin-
cipal part of the report. It presents the facts disclosed by
the investigations and the recommended solutions. An historical
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presentation of past occurrences is valuable as background

for the current analysis. A section of the report may be
devoted to detailed presentation and analysis of the

proposed alternatives which appear most desirable. Alternate
recommendations are usually submitted when a large investment
in equipment 1is required to implement a new system. Alternate
solutions may also be necessary when the newly proposed system
may encompass the entire organization and the phases of
implementation may need to be staggered. Sometimes the
analysts may come up with three solutions, all workable.

When this 1s the case the recommendations should be listed

in the order of preference, giving the advantages and
disadvantages of each alternative system.

(b) The discussion section should include the
mission and function of the activity being studied; the
organization, including the organization or organizational
functional chart; the staffing and manpower utilization,
including proposed table of organization listing the billet
description, present grade, proposed grade if applicable,
and the number of personnel for each billet discription
and the procedures.

(¢) The procedural section should be organized
in a logical and readily understandable fashion. A number
of different logical approaches are usually possible. The
analyst must examine all possibilities to provide the
simplest and clearest organization of the material. Pro-
cedural material is usually most effective when presented
in chronological sequence; that is, the activities of the
organization are explained in the sequence in which proce-
dures are performed. Then the personnel concerned with
certain functions need only read the procedure applicable
to them. Procedures should not refer to personal names
but should use organizational titles.

(8) Appendix. The appendix of the report should
contain statistical tabulations, exhibits, charts, visual
aids and written instructions for the installation of the
proposed system, blueprints and other data which do not
properly fit into the body of the discussion. A 1list of
references and persons supplying various parts of the
information may be included in a lengthy survey. When it
is attached, the list of references should be constructed
in a standard bibliographic format.
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5004. Implementation of New Systems and Procedures

a. Although it is the responsibility of the line organi-
zation to install the actual procedures, the analysts must
stand ready to assist in the installation of a plan by
supplying advice as required.

b. It is desirable that those concerned with carrying
out the new procedures participate in their development. When
one takes part in formulation of a plan, he feels responsible
for making it work. On the other hand, resistance to change
is a fundamental attitude present in all people in varying
degrees. The best of plans has been known to fail because
those principally engaged in carrying it out were not con-
sulted in its development and, as a result, had made up theilr
minds before testing that the changes would not work. Con-
sulting with all concerned prior to the installation stage
is important to successful installation.

5005. Putting the Recommendations into Effect

a. Putting recommendations into effect is the Jjoint
responsibility of the line and staff organizations, with the
planning and coordination being done by the staff analyst.
The analyst cooperates closely with supervisors throughout
installation.

b. Without actually taking over the responsibilities of
the various changes, the analyst should constantly audit the
performance of supervisors in the area of personnel relations.
The attitudes of personnel are important to the success of
the new methods. Also, adequate plans must be made for
personnel transfers, reductions and training.

¢. As he works with the supervisor in getting ready for
the installation, the analyst should be able to develop numerous
work alds and office workplace rearrangements that will aid in
the operation of the new system. In this preparatory work,
unforeseen problems requiring solution are likely to develop,
and some minor modifications of the proposed system could be
required. All these details should be handled as promptly as
possible and management advised of progress being made toward
installation.

d. The final timing of the actual changeover is important.

Whenever possible, it should coincide with slack periods of
the year or month, or some logical conversion period. It must
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be recognized that a new system requires a certain period of
time in which to develop the efficiency expected of it. Addi-
tional, temporary help may be required during the pilot run or
breaking-in period. It is better to use temporary help where
possible than to require excessive overtime on the part of

the regular personnel. If unforeseen delays make the planned
starting date unrealistic, it is wise to delay the start rather
than jJjeopardize the success of the installation. Care must

be taken that replaced functions and duties are actually
discontinued at the time of the changeover, or as soon as
feasible.

e. Neurschel provides ten rules for making a major
changeover that bear repeating:1

(1) Be ready before starting.

(2) Keep up to schedule.

(3) Avoid rash, emergency decisions.
(4) Anticipate and eliminate crises.

(5) Don't let minor kinks dampen your enthusiasm or
your confidence. in the plan.

(6) Keep all phases of the changeover coordinated
by informing executives and supervisors promptly of any
changes in the original procedures of the installation plan.

(7) Prevent dissension among the personnel.

(8) Don't require continuous or excessive overtime
work of the installation crew. If the changeover is fall-
ing significantly behind schedule because of lack of personnel,
get some extra temporary help.

(9) Avoid disruption of service.

(10) Donft sacrifice thoroughness for speed.

1r. r. Neurschel, "STREAMLINING BUSINESS PROCEDURES"
(New York: McGraw-H1ll Book Company, Inc., 1970),
p. 262.
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5006. Follow-up

a., After installation, the methods job 1is not complete
until there has been a follow-up by the systems analyst. This
follow-up has several purposes:

(1) Determine that objectives of the system are being
accomplished. Are anticipated cost savings being realized?
Is the quality of the information resulting from the system
in accordance with the planned standards? Are time schedules
being maintained and 1is output of the system on schedule?

(2) Determine that all parts of the new system are
actually operating. Sometimes minor phases of the system
are left unstarted in favor of concentration on the major
parts of the system.

(3) Make whatever modifications or refinements in
the system and written procedures as may be justified by
actual operating experience.

(4) Make sure that all replaced routines are actually
discontinued.

b. Subsequent review of the system is desirable at infre-
quent intervals. However, proper cooperation with the internal
audit staff should satisfy this requirement.

5007. Summary

a. The survey report is also useful to the organization in
carrying out the recommendations. It furnishes a summary of
the findings and conclusions; it informs the commander as to
which recommendations have been adopted and effected; it 1is
a means for getting decisions on disputed recommendations;
and it provides the management engineering office with a

document for follow-up The three types of survey reports a
J v r
installation, letter-type and formal written repo%ts.p ©

b. It 1s better to institute improvements by convincing
all concerned, rather than by forcing adoption by order of
the commander. Resistance to some of the recommendations can
be expected.
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APPENDIX A
EXAMPLE PLAN FOR A MANAGEMENT SURVEY

Plan for a Management Survey of the Disbursing Office

Purpose. To assist the Disbursing Officer to accomplish

his workload with a reduced personnel strength.

2.

Scope. To cover all phases of administration in the

Disbursing Office.

3.

b,

Management Analysts Assigned to Survey:

Major W. R. Campbell, Jr., Management Engineering Branch
Mr. J. B. Stewart, Management Engineering Branch
Major W. G. Reddick, Disbursing Officer

Major Problems (as revealed by Reconnaissance Survey):

a. Workload exceeds capability of staff to accomplish

during regular working hours, requiring much overtime.

b. Excessive number of errors in enlisted accounts.
¢. Large turnover of civilian clerks.
d. Excessive recordkeeping.

Major Steps of Survey and Tentative Time Table:

a. Review of regulations and directives: 7 -~ 11 April
b. Fact finding: 14 April - 9 May

To be accomplished by personal interviews and observa-
tions, and review of correspondence and reports:

(1) Organization and functions
2) Staffing and personnel practices
(3) Methods and procedures

(4) Reviews and audits
(5) Records and files

(6) Work standards

(7) Reports and forms

(8) Equipment

(9) Layout

A-1
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6. Analysis of Facts and Preparation of Recommendations:

12--23 May
7. Preparation of Final Report and Preparation of Recommenda-
tions:
26 May--6 June
8. Installation of Approved Changes: 9--27 June
(Recommendations for minor improvements are frequently
adopted and installed during the fact-finding and ana-
lysis phases. This paragraph refers to more complex
changes which may not be completely installed during
that time,)
9. Follow-Up Survey: To commence 15 December
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APPENDIX B
ANALYSIS BY CHARTING

1. Depending upon the type of organization a management
analyst 1s called on to survey, charts may be very helpful
in his analysis. The more commonly used charts within a
survey are the Work Distribution Chart and Flow Process
Chart.

2. The Work Distribution Chart (DD 1724)

a. Preliminary Requirements. The Work Distribution
Chart 1s prepared from data collected on the Task List
and the Function List, two locally reproduceable forms.
Examples of these lists appear at Tab A and Tab B to
this appendix.

(1) Preparation of the Task List. The Task List
should be prepared by each person in the organization being
surveyed. Each will fill out the first six blocks-at the
top of the form and then describe in their own words, speci-
fically, each task they perform., For example, don't say
"type forms." Name the form such as "type public works
requisitions" or "type weekly muster reports." Each task
will be identified by a number starting at one and appearing
under the column titled "Task Number." After each task is
identified average the number of hours spent on each task
per week and record on the form. Recurring tasks such as
monthly or quarterly reports should be prorated and recorded
on a weekly basis. For example, a task done once a month
requiring eight hours 1s recorded as two hours per week.

The last entry, per task, 1s the work count. Enter under
the appropriate column the number of times each task 1s
performed per week.

(2) Review of Task List. After the Task Lists are
collected and reviewed, they should be discussed in detail
with the person who made out the 1list. It 1s important that
the analyst understand each and every task listed 1n order
to develop a comprehensive Work Distribution Chart. Do not
change the contents of an individual's Task List without
first conferring with the individual.

(3) Preparation of the Function List. The Function
List 1s prepared by the analyst. The first five blocks are
completed. List and number each function that the organiza-
tion performs. The performance of these functlons 1s

i
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necessary for accomplishment of the mission. It is possible
that several persons may perform various tasks necessary to
carry out a specific function. Each task reported on the
Task Lists must be related to a specific function. After
the Task Lists are received, the Work Count or Volume should
be completed on the Function List.

b. Preparation of the Work Distribution Chart. The
Work Distribution Chart 1s prepared from the data collected
on the Function List and the Task Lists. This Chart pre-
sents the work performed in the organization under current
operating procedures. A sample Work Distribution Chart
appears as Tab C. The chart should be prepared in the
following manner:

(1) Functions contained in the Function List should
be shown in the first column. List the functions from top
to bottom in the order of relative importance in terms of
time required for performance. Leave space between the
functions.

(2) Individuals should be listed by name, grade and
billet title from left to right in order of responsibility.
Begin 1isting with supervisor and continue down to the
lowest grade.

(3) Tasks, as originally listed on the Task List,
should be listed in the person's column opposite the
functions to which they are related.

(4) Hours spent by each person on each task are
recorded in the "Hours Per Week" column opposite the
tasks. Hours are totaled for each function and recorded
in the "Hours Per Week" column for the function. The
total hours worked per week are recorded on the bottom
of the page and are determined by totaling the hours
for each function.

(5) Work count data from the Task Lists are entered
under the proper column for each task. Work count data for
each task are totaled and entered under the proper work
count for the function.

¢c. Analysis of Work Distribution Chart

(1) After all of the function and task data have been
recorded the Work Distribution Chart is ready for study and
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analysis. It must be remembered that the chart is a method
for arranging facts concerning the division of work in a
clear and understandable manner. It provides a basis for
systematic questioning, but does not necessarily offer ready
answers to these questions. The answers are a product of
study and analysis, together with the experience and common
sense of the analyst. Therefore, while studying the Work
Distribution Chart of the existing organization, notes should
be made on this chart. Since it is extremely important to
know what to look for, the following questions should be
asked about each item on the chart:

(a) What Punctions Take the Most Time? Are
these the functions which should take the most time? Nor-
mally, the largest total time should be devoted to the major
function of the organization. Other function totals should
normally reflect the relative importance of the function.
If the chart indicates that more time is being devoted to
a function that appears necessary, it must be determined
WHY this time is being used. If a function or task involves
a complex sequence of steps, a more detalled study should
be made. Circle the man-hour totals which seem unreasonable.

(b) Is There Misdirected Effort? Is the organi-
zation spending too much time on relatively unimportant or
unnecessary work? Instances of misdirected effort are often
found in "miscellaneous" or "administrative" categories. The
time wasted by any one individual may be small, but it fre-
quently becomes a sizeable total when several individuals are
involved. Misdirected effort appears on the Work Distribu-
tion Chart when personnel are involved in tasks not contri-
buting directly to the mission of the organization.

(c) Are Skills Being Used Properly? Is everyone
being utilized in the best possible manner, or are special
skills and abilitlies belng wasted? Personnel of higher grade
should not be required to perform tasks which could be per-
formed by lower grade personnel. It is also wasteful to
have individuals work out of their field, unless necessary
because of varying workloads.

(d) Are Personnel Doing Too Many Unrelated Tasks?
A large number of tasks recorded in any one column on a Work
Distribution Chart may indicate lost motion and waste of man-
power. In studying the chart, it should be remembered that
few individuals can perform a variety of tasks equally well.
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Generally, greater manpower efficlency is obtained when an
individual performs tasks that have a definite and close
relationship with each other. However, overspecialization
should not be attempted at the expense of sacrificing
organizational flexibility.

(e) Are Tasks Spread Too Thinly? Performance of
the same task by more than one individual may indicate dupli-
cation of effort. This may cause difficulty in pegging
responsibility and further result in procedural and policy
inconsistencies, needless interruptions during performance,
and loss of time. One person working steadily at a task is
usually more productive than several individuals working the
same number of man-hours.

(f) Is Work Distributed Evenly? Do total hours
indicate that too much work is assigned to one person and
not enough to another? From the standpoint of morale one
might be as bad as the other. The urgent and important
tasks should be spread as evenly as possible to make certain
that everyone has a falr day's work and that all work 1is
done according to schedule.

(2) Revision of the Work Distribution Chart. One of
the primary purposes of the Work Distribution Chart 1is to
present an overview of the work of the unit and to identify
possible areas for improvement. Such things as redistribu-
tion of work, change of workflow, space layout, minor organi-
zation changes, and other innovations may improve the work
situation. Once these proposed changes are checked-out or
verified, a new Work Distribution Chart should be produced
to reflect the new work distribution picture. This chart
may be entitled "recommended organization" and will show
the unit's work situation after improvements have been made.

d. Application of the Work Distribution Chart

(1) The purpose of studying and analyzing the work
sltuation and producing a Work Distribution Chart is to
help improve the unit's potential to achieve its mission.
The chart will assist in achieving the following results:

(a) Elimination of unnecessary tasks.
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(b) Reduction of time spent on relatively
unimportant functions.

(¢) Elimination of duplication and overlapping
of work.

(d) Better balance of workloads.

(e) Combination of related tasks.

(f) Realistic estimate of personnel needs.
(g) Better utilization of skills.

(h) Reallocation of misassigned personnel.

(1) Determination of proper allocation of
functions to a given organization.

(j) Provision for facilitating the indoctrina-
tion of newly assigned personnel.

3. The Flow Process Analysis

a. Purpose of the Analysis

(1) A study of work distribution may indicate the
need for Flow Process Analysis. The purpose of the analysis
is to reduce time and distances involved in a process by
eliminating, combining, and changing the sequence of steps
in the flow of work.

(2) The principal tool of this technique 1s the
Flow Process Chart which provides a clear and detalled
plcture of the flow of work. Recording each step 1n a
procedure helps to identify duplication of effort, back-
tracking, and other obstacles to the smooth, efficlent flow
of work. There are many types of flow process charts.
The one conslidered most applicable to a management
survey 1s the Single-Column Flow Process Chart.

b. Preparation of Single-Column Flow Process Chart
(DD 1723)

(1) This chart is used to record the steps of a single
process. The Single-Column Flow Process Chart (see Tab D) is
used to study a single process whether i1t be a person, paper
form or other item.
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(a) Heading. In the upper left-hand corner
identify the following information: the process to be
charted, person or material being charted and the
beginning and ending points of the process.

(b) List the Steps. All steps of the process
should be listed in brief narrative form in the first column
in the sequence in which they occur. This information should
be verified with the persons performing the work.

(¢) Apply the Symbols. After listing all the
steps, the appropriate symbols should be identified for
each step. A line should be drawn connecting each symbol.
"Distances" are shown when transportations are involved and
"quantity" and "time" are shown whenever possible to com-
plete the picture for each step. The individual totals for
each type of symbol are entered in the summary box in the
upper right-hand corner of the form.

c. Explanation of Symbols

(1) Symbols are used to classify the steps in a
process. They assist in the analysis of a process and
thereby may point out steps which may be eliminated,
combined, rearranged and simplified.

(2) Symbols used in flow process charting are
illustrated and explained as follows:

(a)<:>= Operation - An operation takes place when
something is being created,
changed, added to, or prepared
for another operation, trans-
portation, inspection, or stor-
age. An operation occurs also
when information is given or
received or when planning or
calculating takes place. Ex-
amples are:

1l Typing a letter.

2 Crating gear.

3 Repairing a typewriter.
I Interviewing a recruit.

(bX::>= Transportation - Transportation occurs when
something is moved from one
place to another, except when
movements are part of an opera-
tion or inspection. Examples
are:
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(¢)J- Inspection

(d) D- Delay -

(e)\/-Storage -

A letter is carried to another
esk.

Supplies moved to a commissary.
A recruit walking to a messhall.

o N | o

[l

- An inspection occurs when an
object is examined for identifi-
cation, guality, quantity or
some other characteristic.
Examples are:

Proofreading a letter.

2 Verifying weight of supplies
for shipment.

3 Reviewing pay records for
accuracy.

1
2

A delay occurs in a process

when the flow of an object 1is
interrupted or stopped. Examples
are:

1l Letter in outgoing box waiting
for deliver.

2 Waiting in a pay line.

3 Holding an item in order to
collect a complete shipment.

Storage occurs when an object
is stocked for further use or
filed in a cabinet. Examples
are:

1 Letter in a file cabinet.
2 Supplies 1in a warehouse.

(3) When unusual situations occur which appear to be
beyond the definitions offered above, use the following
information to determine the proper classification:

Classification

Operation
Transportation
Inspection
Delay

Storage

Result

Produces or accomplishes
Movement to another place
Examination and verification
Flow stoppage

Filed or stocked

B-7



THE MANAGEMENT SURVEY

d. Analysis of Single-Column Flow Process Chart

(1) The purpose of the flow process chart is to
facilitate the detalled and systematlic analysis of the
process under study. It offers a graphic display of
the movement of a man or object through a series of steps
necessary to accomplish a job. After all the steps in a
process are identified, it becomes relatively easy to study
and analyze the process with the purpose of improving it.
Improvements can be made by considering the elimination,
combination, rearrangement, or simplification of steps and
groups of steps in a process. The flow process chart makes
it easy to ask the following questions about each step:

(a) WHAT - What 1s done? What are the steps?
What should be done?

(b) WHY - Why 1s a step done? Why 1s the process
done? Can some steps or the entire process be eliminated?

(c) HOW ~ How 1s the work being done? Can 1t be
done in a better manner?

(d) WHO ~ Who 1s doing the work? Is he the
right person?

(e) WHERE - Where 1is the process done? Should it
be done here? Is it done in the correct sequence? Can the
process be combined or simplified? Can the space layout be
improved?

(2) As each step is questioned, notes should be made
to indicate possible improvements. Types of actlion to be
taken such as eliminating, comblining or changing the sequence
are checked in the first column of the chart.

e. Application of Single-Column Flow Process Chart

(1) Single-Column Flow Process Charting can be
applied to the study and analysis of procedures involving
such occasions as:

(a) A major change of personnel, procedures or
volume of work.

(b) Making a periodic review of operating methods.
(c) Establishing a new organization.

(d) A procedural problem arises.
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TAB A TO APPENDIX B

TASK LIST
repared By Billet Grade
G. H. IVERSON Typist - Cpl.
Supervisor Organization Date
1stLt. A. B. CANTON Administrative Divi- 3 Jan 1972
sion, Maintenance
Department
Task Hours Work [¥Posted to
Number Task Per Week] Count | Function No.
1. Type Correspondence 11 25 1
2. Type Maintenance Requi-~ 14 30 y
sitions
3. Type Weekly Maintenance 7 5 5
Reports
i, Prepare Time Reports 10 7
5. Inventory Offlce 1 1
¥Completed by
Total Hours Per Week 43 Supervisor
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TAB B TO APPENDIX B
FUNCTION LIST

repared By
W. R. C

Title
AMPBELL Management Analyst

Grade
Major

Drganization
Administr

ative Division, Maintenance

Department

Date
10 Jan 1972

unctlion
Number

Function

'Work Count or

Volume (Optional)

N
. e e o

-
= O\ 0o ~3 (e AN 4| =W

-

Preparation of Correspondence

Processing of Incoming Corres-
pondence

Maintenance of Central Files

Administration of Maintenance
Funds

Work Progress Control and
Reporting

Preparation of Maintenance
Budget

Preparation of Time Reports

Maintenance of Civilian
Personnel Records

Supervision of Division

Reception of Malintenance Calls
and Visitors

Miscellaneous

50
220
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ORGANIZATIONAL UNAT CHARTED

g) EXISTING ORGANIZATION

Administrative Division, Maintenance
Department

WORK DISTRIB!

UTION CHART

B

1 APPROVED BY

DATE

) RECOMMENDED ORGANIZATION

NAME

A. B. CANTON

NAME

D. E. FRANKLIN

TAB C OF APPENDTX

NAME

G. H. IVERSON

NAME

J. K. LATTAMORE

l

NAME

M. M. OTTINGER

NAME

P. Q. RANDOLPH

CHARTED BY POSITION GRADE/RANK | POSITION GRADE/RANK | POSITION GRADE/RANK|POSITION GRADE/RANK] POSITION GRADE/RANK | POSITION GRADE/RANK
__MAJOR W. R, CAMPBELL \dmin Officer Stenographer gS-4 |Typist Cpl Records Clerk L/Cpl | Clerk-Typist L/Cpl [Receptionist Pfc
=L HOURS HKOURS 1| HOURS ork! KOURS orkl KOURS orkd KOURS . 1| wour
Fmi;;:" FUNCT1ON CWOOURNKT; WPEEERK TASKS cwoouRNKT 1 WPEEERK TASKS CWOOURNKT wPEEERK TASKS cwouRNKT wPEEERK_ TASKS CWOUNKT wPEEERK TASKS cwounT wPEEERK TASKS cwoouRNKT waEERj
ration of Correspond- Screen, assign Take and Trans- Type ype Take and trans- 1ype _ '
1 zggga P 590 T v 8 50 | 15 [eribe dictation| 19 |Correspondence |20 | 1gjcorrespondence 10/ 5 |eribe dictation| 30| 28|Correspondence | 15; 3
correspondence '
Sort Mail 220 5
Process Incoming Corre- Screen and route
2. | spondence 220| 15icorrespondence 1220 5 gaintain Mail 5
I og
e of Central Supervise Main- File correspond- Maintain Orders
3 g?%zzenanc 9tenance of files 4 lence ; 2 Bulletins 3
- ! i Files
I, |Administrations of PFunds 36Analyze,allocate Post and Dis- i Type Maintenance Prepare daily
report on 3 jpateh requisi- 30 2 [requisitions 30| j1k4{labor reports 5 Yy
nds, maintain tions
ecords of funds 3 ‘ ; ,
Work Progress Control repare weekly Time Weekly | Type weekly fPrepare Progress
5. |and Reporting 2york report 11 [Reports 2 2 lreports 5 7 reports [
aintain"Control I Complete work
" 2 ‘ 5
- Preparation of Maintenance Prepare Quarter-
6. |Budget 2Qly Budget 2
Preparation of Time Supervise Prepare time Prepare time dis|-
7. |Reports 23timekeeping 1 reports 10tribution cards 12
Maintenance of Civilian laison with [Maintain Person-
8. |Personnel Records 7hext higher 2 nel records 170 | 5
command |
ieneral
9. |Supervision of Division gfupervision 6
Receptién of Calls and Recelve & route Receive & route
10, |visitors 13 i, visitors 1 |visitors
] | Answer tele- Answer tele-
% . . hone inquires 2 |phone inquires
. s laneous Collections - nventory Sort and distri- essenger Sort and dis-
11. |Miscel 17 Red Cross, ete- Supplies 1lbhute savings 20 algervice £ |tribute checks
bonds
TOTALS (Mannours) 2“7 65 3“ u3 32 50 23
Iyork Count data is optional. ANALYSIS: WHAT TAKES THE MOST TIME?...|S THERE MISDIRECTED EFFORT?...ARE SKILLS USED PROPERLY?...ARE THERE TOO MANY UNRELATED TASKS?...ARE TASKS SPREAD TOO THINLY?...!S WORK DISTRIBUTED EVENLY?
| B21%3

If additional columns are required, cut off required number from another blank form and attach by pasting to this edge

DD FORM 1724

NOTE.:
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FLOW PROCESS CHART

TAB D TO APPENDIX B

NUMBER PAG-E NO. NO. OF PAGES
FLOW PROCESS CHART 1 1 1
" Preparation and Distribution of PR:::::R' —
i Dum ORSéC"EERE%St AcTIons No. | TeME | wo. | TIME NO. TINE
o OPERATIONS 2 60
CHART BEGINS LiSt Typed i |CHART ENDs LiSt deliver— O TRANSPORTATIONS 6 -
Admin. Office d to Exec, Officer [[] srecrioss 4] 35
CHARTED BY DATE D DELAYS 6 80
Major W. R. CAMPBELL 20Janl971 V  sToraces - -
oreamzation Administrative Division ’ DISTANGE TRAVELLED
Maintenance Department (Feet 504
z ANAL YSIS ANAL YSIS
z & z- z . WHY? CH
oL 0 w > " —
DETAILS OF [}PRESENT []PROPOSED METHOD E § 5 N I‘;’j L :_: _ al 1 NOTES r ;'Er’ W
SRERITHIN: SR
s & z & Rlad| 3| F PI*FPE a| o|4(ale}=
"Sick List typed 55
. List carried to Admin
Chiefs incoming basket 0
"Wait in basket 5
 Proofread by Admin,
‘Chief 5]i%xY | Necessary? b b
,Carried to Admin, Offi-
cer's incoming basket 4
‘Wait in Basket 5
,Received and initialed Reviewed for
by AdminsOfficer oll accuracy
Carried to Asst. Med. '
| officer's incoming haskefp™ 10 2
| "Wait in basket R0 P
Reviewed and initialed
“by Asst.Med.Officer S| %] Necessary? P! p!
Wait in outgoing
""basket B0 3
Carried to Med. of-~
"“ficer's incoming basket 0
"Wait in basket 5 d
.Reviewed and signed by Reviewed for
Med. Officer 5 information
LWait in outgoing
basket 55
Lcarried to file clerks
|_desk in Admin, Office | 4 By Messenger
»Copies sorted for
distribution . 5
«0riginal carried to
executive officer 0
1. oodDV
. Oo0DV
21. O DV

DD %o, 1723

REPLACES OA FORM 684, 1 MAY 81, WHICH WILL BE USED IN THE ARMY.
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APPENDIX C
ANALYSIS CHECKLIST

1. Programs and Pollcles

a. What are the principal programs and policles of the
organization?

b. What does each program and pollcy contribute to the
mission of the organlization? What would be the consequence
if any were discontinued?

c. Are programs and policies being actively accomplished?

d. Is there any unnecessary duplicatlon or overlapping
in any program?

e. Are programs and policles coordinated and kept current?

f. Are programs and policles clearly and conclsely deflned
in writing?

g. Are all personnel concerned kept informed of the
initiation of new programs and policies and changes to
existing ones? .

2. Organization and Functions

a. Does the activity have an organization manual show-
ing its organization structure, mission, and functions and
those of 1ts subordinate units? Is the manual accurate?

Is the manual kept current?

b. Is the organization structure and the assignment of
functlions loglcal to best accomplish the programs and carry
out the policies? Are there too many or too few organization
layers? Is there evidence of "empire-bullding"?

¢. Is the span of control reasonable?

d. Are the functions assigned to each unit and the tasks
assigned to each person specific, clear-cut, and similar?

e. Are responsibllity and authority delegated to the
lowest level where the work can be accomplished? Is there
overlapping or conflicting delegation?
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f. Is authority to direct an individual limited to one
person? Does each person know to whom he reports?

g. Does management exercise control through attention
to policy problems and assign review of routine actions of
subordinates to lower echelons?

h. Are staff units available to provide assistance as
required in specialized areas? Do they violate channels of
command?

3. Procedures

a. Are all procedures covered by written instructions?

b. Have the steps in each major procedure been analyzed?
Can any of the operations be eliminated of combined with
others? Can the procedure be simplified or improved by chang-
ing the sequence of operations?

¢c. Have standardized procedures been adopted wherever
feasible?

d. Should any procedure, being performed manually, be
automated?

e. How often are procedures reviewed with an aim toward
improvement?

f. Do personnel who are responsible for carrying out
procedures participate in developing necessary changes?

i, Personnel Requirements and Workload

a. Is workload used 'to determine staffing?

b. Is staffing based on a formal system of evaluating
performance?

c. Have steps been taken to analyze workload, determine
whether it 1s increasing or decreasing, and to eliminate the
causes for backlogs?

d. What can be done to eliminate large variations in
the volume of workload to obtain an even flow?
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e. Are plans made to meet predictable increases and
decreases of workloads?

f. Do the most important functions receive the most
time? Is too much time spent on relatively unimportant
or unnecessary work?

g. What can be done to eliminate or reduce overtime?

h. Is "make-ready" time kept to a necessary minimum?

i. Have controls been established to assure that the
important projects and the oldest work receive priority

attention?

5. Manpower Utilization

a. Are employee skills being properly used? Is each
individual doing the work he 1is best qualified for?

b. What are the causes of absenteeism and turnover?
What can be done to correct them?

¢c. Does each person understand his job? Has he been
furnished with a copy of his Job description, if one has
been prepared?

d. Is job enrichment practiced on hard-to-fill posi-
tions wherever practicable?

e. Are employees used in other operations during slack
periods in their regular work?

f. Work assignments:

(1) Is work distributed unevenly -- too much work
for one employee and not enough for another?

(2) Is work spread too thinly -- is there needless
interruption, inconsistency, and buck-passing because too
many persons are doing the same thing?

(3) Are employees doing too many unrelated assign-
ments, making it impossible to evaluate effectliveness?

g. Do supervisory-employee relations contribute to
activity effectiveness? If not, what can be done to
improve them?

Cc-3
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h. Does employee morale or employee discipline present
a problem? How can they be improved?

6. Quality and Quantity of Work

a. What reviews or inspections are used to insure accept-
able quality? Are they effective? Are there too many or too
few?

b. Have realistic quantity standards been set? Are
they being met?

¢c. Are the reviews worth the cost in terms of frequency
and significance of errors?

d. Is the quality standard higher than the use Justifies?

e. What causes the errors? Can errors be reduced at
the source?

f. Are pen corrections made when practicable to avoid
retyping work?.

g. Could spot checks replace detalled reviews?

h. Would clarification of procedures or instructions
reduce errors?

7. Records Management

a. Forms Management

(1) Are the services of the local forms management
personnel used to review and control forms for simplitication,
or discontinuance?

(2) Are forms design and control manuals used?

(3) Are any forms used which have not been standard-
ized? 1If so, why?

b. Reports Management

(1) What reports are received by the organization?
For what purpose?
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(2) What reports are prepared by the organization?
For what purpose?

(3) Do either required or prepared reports contain
information which duplicates that already conveniently
available from other sources?

(4) Can any reporting requirements be eliminated or
reduced without impairing the operations of the activity?

(5) Are reporting requirements reviewed periodically?
How long has it been since the last review was made of every
report? Were any reports eliminated, combined, or revised?
(6) Are all locally-required reports controlled?

(7) Would further delegation of authority eliminate
any reports?

¢c. Documentation Management

(1) Do records disposal schedules cover all records?
(2) Are records disposal schedules being applied?
8. Office Equipment

a. What types and quantities of office machines are in
use?

b. Is each piece of office equipment appropriate for the
Job? Is it properly maintained in good operating condition?

¢. Is equipment located for most extensive use? Should
there be more sharing of equipment?

d. Should any equipment be released for more effective
use elsewhere?

e. Should a machine be used to replace manual methods?

f. Are the machines used sufficiently to justify their
cost?

9. Office Layout

a. Does the arrangement of furniture and equipment pro-
vide for the most effective utilization of space?
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b. Are desks and equipment arranged to permit a straight-
line flow of work?

¢. Are units and personnel having a great deal of in-
and-out traffic situated near entrances?

d. Is the space properly lighted, heated and ventilated?
e, Are related work units situated near each other?

f. Does the office layout faclilitate effective supervi-
sion?

g. Does the office layout provide for the maintenance
of necessary security precautions?

10. Correspondence Management

a. Are pattern paragraphs and letters used whenever
practlicable instead of dictation or manually-prepared rough
drafts?

b. Are preprinted form letters used whenever practicable?

¢. Do the typlsts use correspondence shortcuts?
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APPENDIX D
COMMON MISTAKES MADE BY ANALYSTS

1. Pitfalls caused by inadequate preparations for surveys:

a. Failure to define clearly the mission of the survey.

b. Failure to have a clear-cut understanding with top
management regarding the survey, its purposes, and the action
to be taken on the findings.

¢. PFailure to establish proper relationships between
the survey staff and the organization being surveyed.

d. Failure to put definite boundaries around the survey;
that is, a fallure to 1limit properly the scope.

2. Fallures due to poor fact gathering:

a. Failure to study background material such as previous
surveys, budget documents, outside criticisms, etc., before
attempting to gather facts regarding current operations.

b. Use of superficial fact-gathering techniques when
only first hand observation, testing, etc., will give
accurate information upon which action can be based.

¢c. Fallure to keep accurate and complete records of the
facts gathered, properly arranged so that they can be intel-
ligently studied in later phases of the survey.

3. PFallures caused by inadequate or incorrect analysis of
data: '

a. Failure to discuss facts with the organization being
surveyed or with others in a position to know in order to
determine whether or not the data really means what it seems
to mean. _

b. Fallure to check the facts learned from one source
with facts learned from other sources in order to be sure
that they are properly integrated.

¢. Common tendency to jump to conclusions and to use
pattern solutions.
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d. Tendency to form early prejudices and to attempt
to make later findings support these prejudices.

e. Pailure to use the best tools for integrating and
interpreting facts.

f. Tendency to spend too much time on the analysis,
thus making the data upon which recommendations must be based
so out of date that management does not have full confidence
that they represent current situations.

4, Failures caused by faulty reporting of survey results:

(1) Fallure to discuss survey recommendations with people
who will have to live with them, particularly the management
of the organization surveyed.

b. Failure to convince these people of the benefits to
be derived from the recommendations.

¢. Tendency to deal in personalities instead of with
objective material.

d. Tendency of some analysts to put thelr own personal-
ities into reports; to claim credit which does not belong
to them; to claim credit which does belong to them but which
might better be unmentioned.

e. Failure to summarize properly and to organize the net
results of the survey in brief form so that management can
take action without too much digging into detail.

f. Failure to use visual aids to explain the more
complicated principles involved.

g. PFailure to consider properly the personalities involved;
sometimes better results are obtained when no report at all
is submitted and the whole matter is handled orally.

5. Fallures caused by inadequate follow-up:

a. The common tendency and feeling that the administrative
analysis staff should only make recommendations and that it
should be completely divorced from installation responsibi-
lities.
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b. Tendency to concentrate survey effort on current prob-
lems with the result that completed projects are not adequately
checked to see that the recommendations are actually in effect
in their intended form and are accomplishing their intended
purposes.

¢. In some instances, the administrative analysis staff
errs in the opposite direction by completely installing its
recommendations, leaving the management of the organization
surveyed out of the picture and completely unprepared to
maintain and support the changes made.
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